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1. The best example is proba "IN-312* dated July 27, 1550
e it Cormmiet sepebilities and latentisns
with respect to Taiwen (eso IN=312 foldor in DRE records).
In this sewe, despite concessions made sgeinst 1te better
Judgment by the Staff in order to :sin esscnt from
. representatives of the Intellisence Advisory Committee,
' thres Agensy chiefs cissented on the draft to which their
representatives had agreed.
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CONTUOVEAST S WITHIY THE OFFICE OF HEPORTS AND FSTIMATES, 19L8-1950
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CONTROV 2351 <5 WITHIN T1E OFFIC: OF REIORTS AND BSTIMATES, 1948-1950

By the end of 1949, the Office of Reports and Estimates, even though
it was but three years old, had an adequate staff in terms of numbers of
people; had had mcre experience than had ever been acquired before in the
production of inte . rated peacetime intelligence, and had published enough
official papers of various types to furnish the basis for an evaluation
of its progress. The principal evaluations concerned with intellicence
production~~«the Iulles and to a8 lesscr extent the Fberstadf Reporise---
were based on investigations by disinterested outsiders made in 1948, The
findings of the ulles Report at least, were adverse respecting the
adequacy of the intslligence produced.

Similar evaluations, bvased on 1949 production as well as 1947 and
154¥, were undertaken by employees of the Office of Heports and Lstimates in
1649 amd 1950. They too found fault with the production reccrd of the
Office, and arrived at conclusions and recommendations. These, however,
are the conclusions of people to whom the problems of centrelized intel-
ligence were an ever-present, practical reaiity. They are interesting
for that reason.

In order to understand these reports fully, it is necessary to con-

sider the circumstances in which they wer: written.

I. CATEGORI S OF INTELLISRACE PRODUCTION IN 1949
The production schedules being undertzken by the 0ffice of deports
and fstimates in 1949 provided for mach more then ®"strategic and national
polie, intelligence.® &lthough penuine "Mtional® Intellirence was

undoubtedly being produced by the Office as it had been regularly since
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!%M should be mﬁ in ecomnsotion um: 'l‘h Central
s Agency &8 e Instrument of Govermnment,"
OChapter YIXI, pp. 93-:.15 whlch dscusses the broader
aspeste of this prodlem.
/2

1. "Soviet Toreign snd Militery Poligy® ORE.]1, 23 Jnly 1@&5
Top Seoret. 3See Historicsl Files, Safe %o, 2165,
reforences by *Pepar No.® are to » series of apers m
Bistorical Tiles, Safe ¥o. 638,
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the publicatlion of Y"ORE 1"1

in July, 19L& (See Nos, and ), the majority
of publications would not fit this classific&tipn.

furmarized and simplified, the production program in this perioed
was a8 follows:

1. Basic Intelligence By 1949, the principles for the

National Intelligence Survey Program had been laid down and galned the
agreement of all participating pertiss., Ambitious bub realizable goals
had been astablished, Some basic intelligence had been published, This
program, however, had little direct effect upon the Office of Reports and

Estimates as such,

2. Current Intelligence Publications and activities properly

listed as Current Intelligence included:
{a) The Daily Summary, a fixed commitment that constituted

a priority demand on office time (See Nos. and ),

(b) The Weekly Summary, ancther unavoldable commitment.
(8eo Nos. and )} |
(¢} Special Evaluations, (See No, ) still available as

a means of forwerding rush estimetes,; but neither fre-
quent nor numercus, probably becsuse their purpose could
usually be served in the Weekly.

(d) Weekly Oral Briefings at which representatives of the

Office of Reports and Estimates discussed current events
for the benefit of whatever audience might appear, That

they served mny important purpose whka dublous. Prepare-

‘tions for such meetings, however, necessarily consumed
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s certain smount of time for those appearing and for

thelr assistants.

(e} The Central Intelligence (Monthly) Review of the World
8ituation (3ee No. )

(£} Periodical Publicatlons of the Office Committee on
Tniernacional Communism (oe€ No.  J

(g) "Inter-branch" Publications of a Current Nsture
e DELOW]

3, Steff Intelligence Under this term,&s defined in 19L9-1950

should be listed:
(a) Situation Reports, relatively exhaustive strategic
studies of countries and areas, (See No, )

(b) Intelligence Memoranda, ranging in hulk from 2 helf

page to two hundred pagesj in type from current to
basic intelligencs, and in object from genuinely
national estimates ﬁo ephenerzl answers to incidental
quastions., (Ses Ne. )

{c) The "OHE" Special Estimates Series, intended to contain

estimstes of national character only, but by 1949 almest
as various as the Intelligence Memorsnda, {See No. )
L. Miscellaneous publications weret

{2) Various official and semi-official memorands for the

internal use of Central Intelligence cr for use by the
Director in answering requests addressed to him.

{v) The "Inter-branch" Publications, primarily & morale

device designed to keep Junior analysts busy and con-

tenied, Each reglonal and functionel branch in the
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Office of Reports and Estimates had at least one publica~
tion of its own, There were Branch deily summaries,
woakly surmaries, monthly étmmaries, a proposed anmal
summary, and Branch estimates and reports of verious bypes.
These ware unofficial hut circulated outside the Ageney.

Their preparation consumed a considerable amount of time.l

(¢} Productions of the Map Branch, a genuine service

of copmon concern.
II. REASONS FOR UNEVENNESS CF PRODUCTION

A mere description of the medis of publication current in 1949 and
1950 does not tell the whole storys, Within each medium-~and particularly
the MORE" and "IM" Series--ware numerous individusl items whese justlifica-
tion under any concept of "stretegic and national policy intelligence,® or
even "services of common concern,® would be hard to #ind, ¥o publication
was wndertaken without & reason, of course, but the reasons were niot
necessarily consistent, Oenuine "nationel" intelligence was there, but
in & minority. It would not be correct in view of the racord to say that.
the Office of Reports and Estimates, in the course of three years, had
failed utterly to do what it was designed to doj & more accurate statsment
would be that it had done not only what was planned for it but much that
was not planned end need not have been done. In consequence, the Office
had unnecessarily dissipated its energles to the detriment of its main

functione
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I1t/h
1, PFor an impression of how prolific this program became,
see Stout Report
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There were many reasona why this had happened, Certain basic causes
having to do with the consequences of adding intelligence research to the
functions of the Central Intelligence Croup are outlined slgevhere (See Yo,
1, ppe 5=11). The part played by overemphasis on current intelligence
should be kept in mind (Seelﬂoa.' and ). It should also be taken into
sccount that from July, 19h6é onwards the pressure was strong on Central
Intelligence to ®produce®,..to show results in concrete form whatever
those resulis might be,

There was for instance Genersl Wright's comment in a memorandum of
Janvary 13, 1947, in which he stated that he was continually asked: "When
is 0IC going to produce intelligemss?® (See Mo, } In the face of such
implied criticism, and st a time when the producing sgency was very new
and felt itself to be on trial, a certaln anxiety to "produce” is under=
standable, The precedent was set sarly for acceptance rather than rejection
of proposals for increasing the intelligence production of the CGroup.
Admirsl Souers had hesitated little in commitiing it to the Defense Project
in 1946 (See Wo., ). UCeneral vanéanbarg seems to have #ccepted the Navyts
propossl regarding 8ituaticn Deports with hesitation in 1247 (See No. ).
Leter in the same year, the Interdepartmental Coordinating and Planning
Staff had been willing to involve the Office of Reports and Estipates in
a series of estimates regarding Mediterranean strategy tefore serlous
thought and planning had been given to the project. {See below}

If the disposition in echelons above the (ffice of Reports and
Estimates was to yield to pressurs, it cannot be surprising that the

guthorities within the O0ffice were not resistant to it, Pressure was
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exerted on these authorities from three dirsctions:t from needs created
by current events; from official requests received from the outside; and
from proposals made within the 0ffice,

The first of these was the simplest, Tnevitably, there were occasions
that called for the best possible national intelligence estimates regard-
leas of individuel wishes and opinionsz., These, however, were noiurally
fewer than similar events that might and might not call for intelligence
estimetes of a nationsl character and thersfore required individual
deciglon.

Qutaide pressure came usuall; in the ferm of official regquests,
somebtimes related to important events and sometimes related to nothing
more than current departmental operations, Some of them called for
intelligence of a marginal nature. A request, for example, that Central
Intelligencs investigate the orlgin of a newspaper advertisement, as
the Agency did in one cese, might not seem exectly the function of
strategic intelligence; but the fact that the request was believed to
have been made by an importent figure in the Joimt Chiefs of Staff was
snough te ensure that it would receiva ettenticn,l Any request bhelieved
to coﬁa from the White House was sure to recelve ivmediate actlon. Re=
quests came frequently from many scurces, not all of them of equal im~
portance, but there seemed not to be anyone in authority who would probe
benesath any of them to make sure that they merited s rerly, Hor was
there anyone who took it upon himself to decline requests--no matter from
what sourcew-when they were clearly for a type of materlal not c¢slled for

under the responsibilities of the Office of Reports and Estimstes,
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1., See IN-171 "Comments on NcOrsw-fill Ad, in Washington
M}‘ 2 !llr, 19‘9,. in m‘wﬂm m." Bafle Yo, 3&05.

1. ORS 11<l9, “The Caribbesn hﬂ.o:{‘; 18 March 1919.
See Matoricel Piles, Safe Yo, 2065.

2. This point is further discussed in No. 1, *ORE
Organisationsl Changes," pp. 2L-26
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Pressure from within the organization ceme chiefly from the working
analysts, Host snalysts sought recognition consclously or unconséiously;
it would have been surprising if they hed not, Each of them, furthe;more,
was likely to be so preoccupied with the affairs of a limited erea that
he was inclined to magnify thelr lmportasnce. The combination of thess
factors meant proposzls by analysts for reports snd estimates, not all of
which were necessarily of great importance from the poind of view of
national policy., An examnle may be found in a 1949 astimste entitled
#The Caribbean Legicn."l Although = case could be built up to show that
the "Legion" was of soms lmportence to the stability of the Caribbean ares,
there was little reason te think that a national estimate on the subject
was essential at thg moment. So far as analysis! proposasls were concerned,
of course, the O0ffice was not subject to external pressure but could make
its own independent decisions. Yet elthough some of these proposals wers
turned d;mm, and many were cancelled after they had been announced as in
the process of production, there were few cases whers projects proposed
by enalysts and brought forward with the endorsement of a Branch Chief,

were not at least tentatively accepted.2

A. LIBFRALIZATION OF THE "ORE" SERIES

In only four of the eleven publication channels maintained by the
0ffice of Reports and Estimates in 1949 ("ORE" Serles; "IM" Series,
Special Evaluations, and Monthly Review) wers estiwatss of a national
character to be found, OFf these four, however, onlr one (The "OREtgh")
actually Pfitted officlal definitlons of "national™ iIntelllgence becsuse
the other three (with a very few exceptions) wers published without the

official concurrence or dissent of the Agencles of the Intelligence Ade

visory Committee,
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£11 publications in the ¥Ou™ Series (plus the Litectior Heportd
which could not, howsver, quslify as netiouel intelllence estinates)
were "ocordinated”, But of the uaors putlissed in the HORES Serien up
to 19h9 snly sbhout 257 gould be considersd to come within the regair-uenis
“or a "nitionel" estimﬁte.l ﬁaﬁuﬂhilu, this Series, thou h 1t hed never
been of “ieislly desi-rated g such, undoubtedly was intended to be lsa
exclusive vehi~is for estimates of & natloral cheracter. Therelore, hhe
fact trat it ned been sllowed to ceviate drastically Lron this purpose
wag o imports.ce from the joint of wiew of eriticisa thet wes levelled
ab the DFfige of cevorts snd -stimetes in 19y and 1950,

There were, of course, asny reascng for this developsent, frineipel
emun;:; thoms 18 probebly the untisely revislon anc exyansion of the Jentral
7eports Jtaff thet occurred in :946. (See Fo. 1, op. 5.11) Later
ineldents, uniwportant in shenselves, 2180 acted as an influence in the
direction of non-"natip el” irtellisence. Ihe aatablishmént of the
ngitustion fe.ort" series early in 1947 was certainly one.  fnother, -ore
import:nt than it =i -hi appear et first tlurce, wis the requast Yor
wrmtionnl Situstion deports® herein diucuased,

On Octobar 3, 1947, the cnief of the Interdepartanntel Seeordineting
and Flepnia: Staff sent = semorinuum to the Jesistiot jdreetor for “eports
p-d istimstes proposin, thet tne Office undertexe a new foprg of intellie
ense gubli stion to Le selled & "Haticnel Bituation feport.” The
mesorandam in question is based on two from Admiral Souers {(then Uecretar;
of the Mstional Security Someil) to the Wmtional Security douncll 8taff,
both of which wers slsc received in the Uffice of neports and cstinmates

presusably Tor inform:tion. i- the first of these Souers asks ‘or &
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1.-‘”% Mﬁ for thie figure is in %o, YReview of
v Betimntes 19L6=1%L9, pp.
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"position peper” on Italy; the secand requests simller papers on no ileas
then twert -gix counbries =nd cvleonies in the sediterranesc and Honpe
Eﬁét, insluding "all ¥Mediterranean Islends", Souers' requests :re
anserently not for intelll-ence, tut for oroposals from tie Staff oo =
Hediterrercesn policye They include & su- jested cutline “or the proposcd
gm.yers.l |

The memorensum of Uctober 3 te the Uffice of isports and islimetes
frem the Flennin, Staff, with an ontline similer to Souers', must have
heen bosed on the thou-nt that Jentrsl Intellisence ought to produce
parallel "position pasers® in the form of istellisence, Frﬁﬁsbly'the
foot tnat the Office of wports ang rotimetes was called on [inelly to
write only 21 ht "current pituation reports”® ratﬁar‘than tuwenty-nix
doantienal =itustion reports™ (plus one Tor each island in the Haciterrsneun)
revleets the rinval comproxise thot resulted fro» this eplsove,

The YHational Situstion Heport® plan es projosed in its memorsndua
asy hove sesned femsible to the Coordinatine &nd slanning Staff, et it
way recelivad wiﬁh consternation in the producin: office, The propossl
wag to chunoe the neww of the "Uitustion =eport" series to "Erls? Studies”
8n¢ Lioon to supplewent these with Wiationel Situatlon “eporis™ which were
deseribed 88 beings much bthe asae thing se "Situstion «sports,” exce i
arch shorter. These new (scerg were to te "written in the mopt cunclse
marner possible® end to contain str&tagiédaéncluﬁiann, beoked up by four
sections to rive thess oovclusions fcoredence”, Theo wihwie report wiz not
to oxneed six pares.

Twia proposed condensation alone appesred unreallstic in view of the

putline furnished by the Stalf, awhich contained such toples ass;  "internel
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Develooments affectin: Nationel Poliey"; "iesotlon of Retionzls to

Fpops onida concernin: Foreim quers“; vExports snd Laports"y YUtjcetives
of Porein .olicy vises-vie the US Directly or Indirectly"; "detllization
Capabilities with Zeserd to Manpower, Zquipment, &nd Lo.istie Supporth;
and "Identification of the Jrand Stretegy®.

It would not ke GifTfioult to reconstruct ths freme of mind in which
these proposals wire recelved in the Office of Neports and fstimutes.
finly el ht monthe had panved sirce the interdepartnental Joordinsting
Cand Plannine S%&ff hed, in effect, Torced the Situstion seport prooram
upen the foie@. ifter & painful process of‘rﬁadjustmemt this orogran WaEs
now bein: develojped. It was hardly an appropriste tive, froo the soint of
view of the Office, to scrap the work slreedy startec in favor of & naw,

.
ard even less realistic aporoach 1o the problea even thoush it vame neaper
to the ;len originelly favored by the 5taff (See No. ). That tne Uffiee
of ecorts and “stimetes would be vielently rnsi#t&nt to the new proposal
wng gvidant, tut the issistunt uirecﬁﬁr spparently did not feel himself
in position to refuse point tlank. 248 on the "irst eccasion {(Sees Xo. i,
his ides insteac seens to have buoen to circumvent the Coorcinating &ed
Plavnins 5taff by counterproposals. The aim, ip &ny case, wis Lo muke
gure thot the Office of dsports and sstimates would not be mddled with this
new enoraity.

With # view then to avoidin: the new burden ss diplosstically as
rogeible, the Assistant wvireotor for deports and Ertimaten reylied fto the
sropoaals of the Flansins Staff on Hovealer 17 polnting cut thet the
Bunssrics which crefsced each of tre "Situstion Seycris® alrerdy teing

;ablished were actuslly ine equivelent of what the Starf had described
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as *Hational S8ituation Reporte.® There seemsd, therefors, to be no need
for the new series. 1If, howewvser, it were objected that these summaries
did not take account of unforeseen events or specisl recquests, the Office
could always make use of the QHZE" Serles, which was, according to the
dssigtant Dirsctor, "sufficlently flexible to take care of =11 types of
subject matter,®d

The importance of this last point should not escape motice, Tt
carried great weizht in the mind of the issistant Director who pressed
his Chief of Staff Intelligence to sesure him that thore wes no barrier
to publicstion in the "ORE™ Series of any type of materisl desired. It
waz on this point primerily thst ihe Assistant Director rested his case.
That the cese wmust have been effective iz demonstrated in the point thet
the ®Eationel Situstion Reports? propossl was relegated to forgotien
schonss. DPut it 1s concelvable that, in avolding thiz particular pitfsll,
the Office of Reporis and Estimatea led itself into another,

It is trus that evem by October, 1947, the ®CRE® Series had becoms
Bflexible” to the extent that there wers already items in it that were
not gasily classifisble as "strategic and nationsl policy intelligence.®
This new commiinment on the part of the Assistant Director, however, tended
%0 give 8 stamp of officiel approval to further *flexibility® and thus
to insure that the ®0RE" series would become & catch~all., Once the
tendency had been confirmed, Central Intelligence had lost what might
have becowe en officlal means of distinguishing between imtelligence thet
came strictly under the "atrateglic and nstional policy® classification
on the onme hand, and miscellaneous work of warying utility on the other,
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Meanwhile, this same exchange of memorands had another and similar
effect upon the "ORE" Beries, in that it helped to fasten upon the Office
the custom of producing a type of "estimate" ﬁaually entitled "Current
Situstion in e

In response te the Staff request of October 3, 1947, the 0ffice of
Reports and Estimates produced a series of eight reports im the form of
a digest of the "situation™ in each important Mediterranean country
(Bes Yo, , pp. ). These mey have served to familiarize readers with
current developments in the area and they offered strategic observatlons,
but they did not isolste and snalyse the principal Mediterranean problems
then facing the Nationsl Security Council, The form which they took,
however, was believed by the O0ffice of Reports and Estimates to have
emanated directly from the National Security Council, On this sssumption,
the Security Council, in its very first officiel request to Central
Intelligence had wished for "estimates" in the "current situation* form.
It seemed only prudent, therafore, to follow it. Consequently, the
®current situetion" type of paper, which was relatively easy to write,
became a sort of favorite of Central Intelligence after October, 1947,
It i3 & major criticism of the "Reitzel" Report (See below), implied also
in the Dulles Heport, that these papers do not constitute the type of

estimaete that Central Intelligence was designed to produce.

B. FAILURE TO REGULARIZE INTELLIGENCE PLANNING

In 1949, slmost all proposals for estimates came to the Assistant

Director, Reports and Eastimates, from his own Branch analysts, from his
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*Staff Intelligence Sroup® or from outside Central Intellizence., Tet
1t wan olear that the average rogionad specialist was not the persmm
to seleot osiimates to be published; ilat a non~producing staff group
wa2 not in an fdeal porition to maks eholces, and that cutside agen-
cies would often vs seeking Information periinent to thelir own con-
cerns of the moment rather than on the basis of natlonal need.

ranted that &1l these sourpes and nore should bs used in order
it nothing of isnortance should be overloolsd, thore wasz =till need
for dlsorimination zecong ropogals, made by trained minds exclusively
congarnod with the problenm of what noeded, asz well az vhat did not
need, to be producad.

Havertheless, only one atiempt was made to solve the probles
along these lines, and even this 444 net originate in a delidverste
of Mieswwide attompt to ratiomilize the protaction let, Rather,; it
was part of a plan doveloved by on: division chief for the ocperation
of his vm office, “poeificslily, the chief of the "Biaffl Intellisence
Group,* alter a year's analysis of the functdons properly to be allo-
cated to nim, concluded that they consisted primerdly of "indtiatiom,”
reviow, and "courdination.” He, therefors, precesded Lo organize nis
offdce in accordance with these three divisiens., It seemed altegether
legical to list "initiation™ smong thewm, because 1f ihe Uroup were
expected to stand w;::atiﬁgﬂmly reaponsible for sublished reports and
sotimates, it mast Mm a commensurately irportant part in selecting
the topice oligibls fag’; publieation,

As the plan was originally concet-od, the "initiater® was to be
concernad primarily wit‘a img-z'am& plamiing. He would keop cursant on
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international developments through sll mesns thei could be provided by
the Agency, or from outside the Agency, snd would keep them under con-
timuous study. On the basis of this study, hc would recowmnend not
only estimetes called for by current conditions, but slso any that
could be foresesn for the future,

In setusl practice, however, the "initisztor" was goon chorged
with the details of allocating zll types of rejuests received in the
Qffice of Reports and Estimates, and with the buz&iﬁam of arrenging
inter-agency gaﬁieipa tion in whetever work mizht be planned. These
detsils proved to be timc-consuming and detracted from the more cesen-
izl function.

Perheps zore important, the Assistant Mrectorts scquiescence did
not include officis) suthorizetion. Heo not only did not allocete
#initistion® to "Staff Intellience® tut he falled to deny the asser-
tion of the “hief of the "“lans and Policles Staff" that "initlation”
{(which he cslled "progreming") actually belonzed to him, Hence, from
the beginnin:, the "initistor" was in an agbi;:;uams position., Inaofar
as m gonfined himself to bookkeeping, snd to the non-substantive
detatls of inter-agency negotiction, there was no complaint except to
the extent that ‘lans and olicies might feel agorievaed; tut in the
actual metter of msking long-range production plans his position was
nearly untenszble from lack of any visible suthority. The besat he
conld do wom to make recommendations. Yot only were these weocomends-
tions not necessarily accepied, but the regionsl brarches, to which

recommendrtions hed to be submitted, rescnted even the fact of
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suzgestion. The Branches still rnourished the bellef that they could
somehow severslly plan theilr own programs of productlon without any
genersl supervision.

#mose, the Office was, to s»y the least, in 2 fluid astate as
regards production plarning in 19L49. One office claimed to have the
function; another exercised itj nine others were independently on.zged
in it, while the Assistent DMrector's office largely ignored it. It
is mot surprising, therefore, thei the two committees sbout to be dis-

cussed found this an object of mejor concern.

III THE TWO COWMITTREES

Hithin the Office of Heports and Rstimates, infomsal oriticism
regerding adequacy of intelligence production wes heard constantly
during 1947 snd 1945, It found expression at last in the two commit-
tes reports usually referred to as the "Reitzel® and "Stout™ Heports,
To & degree, these regemble the Dulles Report itselfl. They too exanm-
ine the list of intellirence produsiion to date and find 1t wenting.
They to0 examine the baslc directives in relation %o actual production.
They too make (or imply) recommendations for change.

Certein significant and obwvious differences, however, should be
observed, Wheress the Dulles Committes was concerned only with the
setusl production record of Centrsl Intellisence and with the provi-
sions of the Defernse Aot and the supplementary directives of the ’
thiaml Security Council, the internsl comsdttses were mrs keenly
aware of cerialn disparities between wh:t ideslly cuzht to be done by
Contral Intellirence amd what could be done in fact. They knew, for

Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010002-1



Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010002-1

exszole, that Inter-sjoncy coordinetion was one thing on paper and quite
another ir practice. They knew thst the lew end the directives, no
watter how clear snd sdequate they aight be from zn sbstract legal
gtaxipoint, were not sufficient to govern the day-to-day operations of
an office, new and without precedsnt, which was sctuslly en-aged in
producing national intelligence, They were awere thut whatever o”fi-
ciel documente xdght say, these day-to-day operstions were governed

in fact by miscellaneous rulings and practices, not all of ihem pulded
by any m@iﬁtﬁnt get of principles,

The "Reltzel™ and "Stout® comxittees were msde up of people who
were actuelly onge ed in the process of producing inteutgz:enm and
sttempting to coerdinete it with arency éem;zloyeés #lzo enpazed in the
production of intellligence. Yot only were the committee members aware
of 81l the practical lirdtations upon production of theorctical
*stretegic and netlionel policy intslliyence,” tut they were equally
awere of the particulsr limitations that existed at thst particular
time.

It was not difficult for them to perceive whe?e the major faults
lay. It was perfectly evident, Zirzt ihst & series of comsitments in
varicus forme had been accapted by Central Intelligence snd the Office
of Reports and Estimetes not all of which bors clear reference %o the
main functions officially sllocated to this office; and second, that
thers could be no improvenent in the character of materiel produced
under these comsitments until or unless & neane were devised to revise
them or to give them suthoritstive interpretation. Jiven specific
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{natructions znd the means of eaforcing them, the strenucus effort
witich the Office of RNoports and Estimales was mdéubmmy making could
be redirected toward coherent ead acceptable ends, Otherwise the
future of fered 1ittle more than cént._imxmca of & situation gensrally
aduitbed to be bad.

It was not hard for the committees to realize these things, bub
the committees had slse Lo take certain intra-office realities into
account. They realised thet while some members of the office felt
that drastic ;ct,ien‘ was nesded with respect to the production program
as & whole, others vers morse complacent about it. Furthermore, the
status quo, whatever its faults, sould not be upset without bringing
ghszges that would be unwelcome from individuzl points of view.

Hence the tendency to rationalise the status quw. The stalus gue
wss largely a matter of tacit understanding, which had been to sone
extent crystsllized in verious Office "Btatements of Mission.” As a
resding will show, howaver, these statements wers not charscterized by
exceptional clarity. They implied that comtrol of ostimates production
{which they called “orogramming®) should bs allotied to the "plens and
Policies Stnff.*l »

Althowgh im point of fact "The Flans and Policies Staff* took no
part in Yprogramming,” obe effact of its theorstical position was to
repose ultisate mﬁmr&.? for control of production in the Branch Chiefs,
for (theorsticaslly) the chiefs reviewed propossls asubmitied by themselves
to "Plane and Policles.® In other words, if they choss the Branch Chiefs
could 1nsist on thelr own selections of toples for nationel sstimates.
Although they did not often sake use of this power they would not willingly

gurvender 1t, [(See No. 1, ppe )
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111/27
1. See, for exaa:le, Zppendixes € and D

111/28

1. A oapy of the "Haitael Repori® is in Historical
Colleotion, slphebetic Tile, sefe F636L, drawer 3
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The commitiess were aware of this. A blunt recommend-tion that
braneh authority over the "program” be légauy treneferred to an lnde-
pendent roup misht dafeat ite own purpose throush the oprosition it
would aropuse, The occaslion, therefore, sesmsd to czll for diplomacy.
This i& wndoubiledly the chief reazson why the two committee reporte
seun 1ot Lo comir quite to gripe with prodlems which both recognize.
It is g},sﬁ the reesen why the Stoul Repord, whish szt leasnt Linds

strongly st the dire«t solution, is encumbered by a minority dissont.

ke WORE O° THE "REITZEL COMAITTEE®
On July 19, 1949 & counittee appoirted by the Assistant Director

for Reportes and Patimstes rendered & reort entitled "Anslysis of QHE
Production, with Conclusions.” The document wes further described as
a *First Report™ of an "ad hoc production review uuhtmwuiﬁtee,"
becsuse thiz first (explorstory) report wes supposed to be followed by
s second with recommendations, and becsuse technically the group was a
subcommittes under the Intellizence Production Pomrd. (B8ee No. 1,
Prs N-38) 48 events developed, no Second Report was ever attemgat«ad.l
The publicntion of s report by this comnittee in J’cly; 1959 would
mapgest that it had been inspired by the Dulles-Jackson Report on
Centrel Intelld:ence which hed been published in Jamuary. Actuslly,
although there is a relationship between the two, this seems not to
heve been the case. The Reitzel committee origineted more Ly chance
than through a delibemte attenpt {0 evaluate the production record of
the O0ffice of Reports and Mstimster elther in terms of the Iulles Report

or a8 & study whose need was evident in axy case,
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The orizins had to do with the controversy within the Office of
Feporte and Fztimster over Pprogremming,” alresdy referred to.
®Prograaning,” under the very genersl terns ef *Cperating Procedure
No. 29" belonged to the T"lans and Policles Staff which wse srginized
on psper to do the work, tut had left sctusl performance to the Staff
Intelldi;ence ifmu;:.l It was an obvicus admicistrative enormity to
heve & Punction theorstieally sllocated to one group which was aotuslly
performed by anoiher, The Deputy Aszistant Miractor for Reperts snd
istimetes, therefore, suggested informally in ithe spring of 15h9 that
the "progremsing® function be trapsferred of ficislly from Plans and
Policlas to Steff Intelld ence, thus solving the administretive
. problem. The ultimste consequence of his propossl was the appoint-
ment of an ad hoc committes to study the whole question.

Tarns of reference for the committee were drawn up by the Chief
of the Steff Intsllienne Oroup who also su-gested its membeTship.
Thege recomaendaticns were aproved by the Assistant Director on May
ki, 1549, The chairmen of the commities was “r. Williesm feitzel, one
of three nembers of the "Tlobel Survey Tro:p” (See Fo. 1, pp. 19-20).
His ocolleegues were chosen to represent the various ares branches se
wall a5 the Staff Intellissnce Ormp and the Plans and Policles
Staff. The committee wes directsd to "review past and present ORE
production for the purpose of sppraising the degree of correspondence
that exists bﬁtm; the ORT production effort and its mission.” Its
first task, therefors, was to discover what the "ORE issiom" wes.

It 48 in snalysie of this point the the "Reitzel” Neport diverges
from that produced by the Dulles-Jsckson Committes. To the latter, the
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Lerms o bthe Natisnal Jecurity fot of 19h7 and the directives lssued
goter it by the “Matlonal Security Councll seeme’ ~lwar and sdequste,
becauss, from s lecsl standpolnt they uyndoubtedly gave the &gency suf-
fiatent nower %o perflorm clearly defined furctions, Trhe tsltsel come
mittes, however, was oF necessity lookine &t these same documents from
a quite different polnt of view, They oy have sranted sufficlent
legsl power snd they may have besn glanr so far as they went, bub as
releted to the sotusl day~to-day opera.lons of the Office of Heporis
and Batimetes they were no wore than broadly relevant, It was almost
as if the Uonatitution ol the United $tﬁtea existad spart from any
recozniged tmplermenting lezislation or dec istons of the courts; or to
stata ths rase in the words of the deitsel comritiee itaelf {p. 1):
#ynig broadly stated UIA responsibilily was not, however, sgiven the
more exlisrit definition that wonld have apelled out its relevant
parts in the form of a mission rfor tha Office of Acports and *stirmstes.”

The tersa of the third intellirence directive of the Hational
Sseurity Counail may be Laken sz an example, This directive daflines
aptionsl i~tellizenre 2a *interrated departwental intolli-ence thst
covers the brosd a2spects of nationsl pollcy awd natlonal ascurity, is
of concern to more than one dep riment...and transcends the excluslive
competence of a single dev.rtment,” This suaterwnt may be clear and
sdeanate so far ss it goes, rut the Office of Heports snd Estimetes
nad te apply it to particular csses., 4 1748 paper entitled *Soviet

1
and Satellite Crain? rmisht furnish @ random exarple. The intention of this
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1. ORE 2048 "Soviet and Sstellite 7Zrain®, 2 zmgust 1347,
Gonfidentisl, L9 pp.j in the Historical lollevtien,
safe F2L65
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paper waa to estimats current supplies and fauture harvests of grain
in the Soviet Union and its Rastern Eurepean dependencies. Inssmuch
as 2 country's sbility Lo meke war depends in large seature on its
food supply, this was, or could have bsen, & paper of considsrable
importance in predicting Soviet jntentions. Thus it might bs seid to
soover the broad aspects of ‘mational policy snd nationsl security.”
1t was oleerly of concern to more then one ﬂaparbmnt, and it covld
be "coordinsted® thus becoming "integrated departmentel intelligence.”
Thus it fitted the definition im genersl terms; but it still Jeft
questions unangwered from the point of view of those concerned with
the day-to-day review of estimates production, Such a paper, properly
written, would be contributory to an estimate of Soviet intentions,
but it would not itself be an estimste of Boviet intentions, If %o,
could it be considered to “cover broad aspects of national policy and
nstionsl security?® In other words, was a psper which deslt only with
part of the main subject & proper object of national intellligence s
conceived in the official documenta? Furtherrora (as it happened)
Contral Intelligemse in 1918 was in no position to estimate the Sovist
grain harwvest, as tho grain psper 1toell shows. Should this be a
factor in making a declsion? issusing that the paper bty its gemeral
" pature whs acceptatle, wes it acceptatle in the particular eircumstances?
With reference to such a paper es this and to alwoal every paper
that was plamed by ;:cntral Intelligence in 1tz early days, thare were
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nesded ome of two things or & eombinstion of both. Bither there
would have to be an officisl, detsiled interpretatlion of the National
Security Act snd the dlrectives of the Security Council which ecould
be ussd to snswer psrticular cmestions, or thers would have to be &
recognised muthority which would mske all decistons 8d hoc, asccording
to 1ts own ad hoc but suthoritative interpretations.

As matters stood, the Office of Reports and Estimates lacked both
documentary and recognized ad hoo guidsmce. Hence the opsuing statement
of the Reitsel Repart (p. 1, section 1)1 "o adecuste definition of an
ORE Mission exlsts.® Such s stetement can be undsratood only in the
sontext in which it was writtem., The Committee's gecond thesis {etated
in Section 18, p. 2) mast be similarly understood: "“this gap, which
could have been bridged by spelling out a broad statemert of a CIR
mission in terme of a precise operstional miszion for CRE, has instead
been filled by ad hoc judgwents and commitmenis.®

Thers could be no objection to an ad hoc judgment, as such, if 1t
wers hesed upon sny consistent set of principles, but so far as the
committes could determine, most of these ad hoe judgments had had
their origin in individuel views of a "CIX Mission® founded ia little
but individusl prefersnces.

All this, the committes found to be the reason for the “pstterns
of ORE production® which had emergsd. Thege, the commitiee anslysed
as¥1) periodie recurremt produstion, (2) reports and estimates, and
{3) production of intelligence mupport on 8 continuing basis for other
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CIA offices and outside agencies, and the perforwence of services of
comzon concern,® (p. 2} These three, the commiitee examined with
refarence to the professicnal man hours consumed in esch, leaving the
implied criticism that these man hours were not altogether well employed,

The committes then proceedsd to a discussion of what shaped the
patterns of production that it had exanined. In discussing these,
1t arvived et two zeneral criticisms: the ona that the office had
tended to accept any mnd sll external requestz without coriticsl examina-
tion; and the other, that in the production initiated by itself, “various
and often contradictory idess sbout the misaion of OBE had prevailed,”
{p. k)

With relation to current problems, the committee sxpresssd itself
28 of the opinion that within tfm past vear the smphasis in production
had shifted *from th_e broad lnng-tung tre of problem to & narrovly
defined shorteterm type, and from the predietive to the non-predictive
type." At the same time, emphasis bad shifted from ®intelligemce deslgned
for high lovel use tc papers drimarily disseminated to a working level
sudience outside ORE.® {p, &)

The Reitzel Committee in ite "Lirst® report wes not colled wpon
to make recommendatiors. The Comrittee does, however, arrive &t sore-
what tentative corclusions, It did mot think that the principal
problens stated in the report could be solved byfa wholesale lopping off
of a1} sctivities and cetegorias of production that do mot conform to a
strict interpratation of the basic directives,® but that an approach
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to a solution could be made by recegnizing and keeping separsts two
categories of intelligence: "the roporting and reviewlng part of the
intelligence procesg® end the “synthesiming and estimuting part of

the intelligence process.* This having been done, the commiitee thought
1t would De possible to sgtidlish oriteria for production, to make the
necessary organizationsl changesz, and o establish "the administrative
controls needed io check furiher undivected evolution.™

It 18 quite possibile that in these two last statewents {8ection H,
paragraphs 1 & 2, pp. 8-=9) could be found the reason why no action was
taken on the Reitssl report, and why the committes was tecitly discon-
timued. These two suggesiions, while they are not recommendations,
imply recommendations both of which would have besn unaccepiable to the
regional branch organization of the Office of Reports and Estimates.
For making “organisational changes® could easily mean changlng the
branch ergenisation to the detrimemt of what the branches considered
their interests, while ®establishing adninistrative controls* could
mean sbaff control over the branches, thus ending the autonomy they
cherished,

Perhapz becsuse no actual recommendations were made, the Retizel
report is free from a minority dissent such as sppears in the Stout
Report sbout to be discussed. The same groups, however, which found
4t nevessary to enter a minority opinion on the Stout report were ssid
to have dlssented "in spirit” to that of the Reitzel Committss. In
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other words, in spite of tneir scqmiescente in the report ag a whele,
they continued %o work 1 opposition to 1ts principles. Whatever thay
~ay have conuidered the weaknesses of past and prospective sroduction
nling, they evidently ¢i: not £ind them merious encugh to warrent

i
revislon of the status guo,

B, WORK OF THE “SPOUT COMMITTERY

e appearance of a second committes Teport on aubstantlally the
gaes prohlem sleht ronths after the publication of the first, might
appesr pedundmt. Orsaniszational chanves ha+ taken place in the
07fice of Reports and Estimates in October, 1919 (See ¥o, 1, vp. 28.47",
however, which may hnve seemed to cell for a genersl reexaminatiom.
Yurthsrmore, by the spring of 1950 the Dulles-Jackson leport was over
& yo:ur old, end its find ags bad bean reflected in REC 50, The Office
had had time, in other words, to reflect on the criticism directed 5%
it and ovon the validity of its own reply to those ﬁriticisma.z

Heaawhile, in spite of the findings of the Reitzel Lomrditles,
nething of importance had Deen done within the Office ln the drection
of remulsiing oroduction. As csn be seen Trom a comparison of the
Stout Rsport!s "Sample Scheiule of Projects, 1 March 1950,* (pp. 8-10)
with a #imilar 1ist which appears in the Reitzel Fepart (Appendiz ©,
pre 1-19) the materizl published in 1950 was of substantially the same

3
character sz that of 19LR8.19L09,
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Intslliience Jroup et the tisme when the %mitas)
Conalttes wep formed, who alle;md taet the

Chief, ¥lans snd Follcies threatencd to enter

s dispent t¢ the e.ort as uta%aﬂ bt wes revailed
apon to charge hils wind,

2. See f, 1, Barling, ristory of Central intelligence,
Chapter VIII, pp. 19%1ll

3. 2 oeuy of tihe “Stout 4eport™ is in the Historical
Jolluction, alphstetic file, safe «83(L, drewer
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48 there hst bheen when the leitzel “ommitiee was formed, thave
ware Lhogse in the O7fice of Heports an’ Estimales who were serlossly
concernad over the character of nroductisn and those who viewed it
#ith rore eausnimity. Nothimg having been done in response Lo the
first commitiee's report, 1t sight have beeun thought that the anawer
lay in the sppointment of a second. |

The of "irial title ol the new group was ®2id hoo Committes on a
Corprehensive Production Plan.® It was generally referred to by the
nawe o its cheirman, Hiram Stout, Chief of the®Northern®” Sranch. Its
origin is to be fHund in the seme office administrative problem that
gave rise to the Heitzel Committee, Priefly stated, by March 1950 the
former "itaff Intellizsnce” an! *urrent Intellirence® Oroups of the
Of “ice of Reports and Estimates (See No. 1) had been merged into a
single "Publicetions Division" which had continued all formsr activi-
ties of the Sta’f Intsllivence Jrouop including the selection, review,
and coordination of intellirence publicetlons, The Plans and Pollcies
Staff, nevertheless, still insisted that the first of these (Pprogram-
ming") wes a planning function énd therefore ita own responsibility.
The Publicmations Mvision was atill doing the sctual "programsming,®
and under the Ostober reorganization the question szsin srose of the
propriety of this arriungerent. Azaln, an ad hoc commitles wes
aprointed Lo make an inwvestizution into the probler ss a whols.

™e Stout -ommlites was, like the Reltzel {ommittee, technically sn
adjunct to the Intellisorce {now Letimates) Produwction Board (See No, 1,
pp. Lii=k7) whizh was now technically the hirhest asuthority in the office.

Technicelly speskinm, the commiitee was appolnted by this Board. The
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membership consisted of one each from all the principel components of the
Office having a direct interest in the production of intelligence, plus
& gecretary representing the Plans and Policies Staff, By agrsement
within the Estimates Production Board, no member except the chairman was
a branch chief, The members, however, were selected by branch chiefs
and were either their deputles or an equivalent branch employee.

The committeets Terms of Reference dated January 11, 1950 directed
it to: f.,,..moke reﬁommendationa....on a plan for the production of
inzalligenee needed to support the policy-making bodies of the govern~
ment. This plan should be broad in scope and should take into ccnsidératinn
the production capabilitles of all the United States intelligence agencies,
Buch & plan will be coordinated with the IAC Agencies in fulfillment of
the CIA Directive for coordinstion of intelligence planning,” {p, 1)

This was & broad charter, It directed the Committee, in effect, to
draw up an outline of what the Central Int&lligence Agency should produce,
which ocutline could ﬁhan be coordinated with the other intelligence
sgencies of the govermment to effect a comprehensive understanding on the
direction to be tamken by the totel intelligence production effort.

Thie wes, to say the least, a formideble task for one subcommittes of one
office within one intelligence agency. Properly carried out, it might
eventually result in the sort of specific directive sought by the
Reltzel Committee, Even then, it promised to have little effect on the
immediate production plans of the Office of Reports snd Estimates.

The majority of the Stout Committee, however, tended to interprei
its Terms of Reference in a different sense, This majority, instesad

of desling with broad, inter-sgency problems, turned directly teo the
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immediste probleam faciny the Office of Heports and Istimates and b
forward, not a brosd plan, tut a practieal propesal. It took the
majority of the committee, in its "Summsry of Jonclusions®, twe and &
half pages to state this groposal, but the substance of wihat it was
drivin: at c2n be Tound on pagse 2, paragraph 2: "....responsibility...,
should be vested in a single unit appropriately empowsred, orzanirzed,
and steifed to perfora the Tunciion of intelli@énce sroduction planning
on an DAF=wide vasis as istinet from & divisional besis.”

Mattressine this conclusion are tuenty pares of discussion in which
the committee mejority atteuwpts o analyze "natlional intelli -ence® by
dividin: it inte three cate-ories; to set Torth broad principles of
*intelll ence plannir- ¥, end to propose means by which these prineciples
could be put into prectice in the office. This discussion is perhess
best described by a contesporary observer who wrote: "the report #s 2
whole reflects the Babel of tonsues, confusion of purposes, and defsult
of woctrine ghiqh unf'ortuonately is éh#racteristic of the Office of Zeports
and istimstes. Fron the welter of words it does emerge, however, that
twa porties exist: (1) those who would do somethirgz to remedy the
existing situation, (2) those who wers oprosed to any remedial actienyl

The confusion in the committee discussion, if =ny, is 2 natural
resull of the cleavage that existed in the Stout Commitiee frow beinnin-
to end. ‘The definitions and expositery parasrapns thet make uy so much
of the repeort reflect an attempt ot compromise of tuwo Jiver:ent views
where no resl comyronise was possible nor would be worth while if achieved.
The majority may hove hoped thot by clothing its ideas in ¥a welter of

words” it misht be able to achleve apreemcnt. That it did not do meo i8
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deronsirated in Tab B of the report entitled "Dissent from Tection L."
This dissent ~oul’ 1s0 be termed a welter o7 words, tut its
effect ia to stete the nrinciples always preferred by the resional
hranches and the "lans and Policles Sta”f. "It is beliewed,” said the
minority, "thst a -roper function o” the Ustirmates Production Hoard is
Lo insure that the seversl recomrendations Tor productlon drawn up by
its members in their resnective fields be correluted and intesreied
into a consistent snd balanced national intellizence production nlan,®
As W the ides of sn independert selsction board recompended by the
majority, the mincority italicized its own steterent that "a plan stem~

ming fyom any Troup less representstive or less individually expart

than the chiefs of producing divisions would be considered insdequate

bj:this, minority.” Once those individually expart chiefs had passed

upon an intellivence production plan, it would, according to the
rinority, be "rorrelated and intesrated” by a Yataff,® This staff,
the minority obsarved pointedly, » o been provided for under *he terms
of eperating procedure io, 29 daied Februzry 29, 1949, The sta’f
referred to wny, of course, "Plens and Policles.®

Tre ftout T ompeittee 1aft 8 document thst {llustrates what heppens
wien a group of people, whose backpround is »racticsl erperience rvather than
theoretical krowledye, comes to zrips with fundamental guesticns rezariing
the nature snd function of “i@ntimnﬁ}." Intelli-ence, The result furgests,
1f anything, that such definitions should not ldeally e framed by such
persons, Juast as definitions in ofiicial directives mretines suz et

authors unfavilier with homely realitias, those of the Stout Jommitice may
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refisct too intimats sequeintsnce with things &8 they happen to e at
the mosent.

The Gtout Committce defintion of what constitutes & national
intelli-cence satinate, for instance, rolstes the whols process to ®rwebtional
security®. Hut when the Cowmittee ettempts a definition of *nationsl
gecurity”, it describes not what seaurity is, 'ut whet 1t is said to
be &ffeaéed by: by situations or trends invelvinq the power anc ﬁawer-
potential of power-.roupin:s, snd ty the stability of thut leadershio®
{#« 2}. With this deficition ae » puide, says the Stout ieport, it
should be poseible to melect those sltustlons tust should Lecome the
gaut jeots of eutinctes,

Un the subject of who ghould exercise Jud.oaent under these or other
definitions, the mejority tokes z simple snd direct approach, statin:
thet "Planmine inrelli ence production is trhe continmous process of
deciding what Intelifgence to produce” (y. 1). This seess undenisble,
#-i iy used tc support the conclusion thet the rower of selection is bost
vested In 8 Ysinde unit®, which mast have behind it the authority to
insist u.on its seléctiaﬁ {pire 2=3), dhnat is left out, however, is any
reagon why the fstim&tas srotaution Foard or the “?}gﬂﬁ ard Policieg®
staflf could mot porve a8 such a Yunit®, #Henifest as the TEBEONRS wWera,
the Comalttee lvrdly felt ot 1lilerty to enumerste thame

Sedicns I, JI, and ITI of the Zeport serve uore then anything else
to fliustrete “ow the ugggl difficulties of defining terms 2re inereased
whent the definer's latitude in use of lanmare is eircumseribed, ard

when the definition must satisfy two or sore groups with differing interests,
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These sections are at great pains for example to show that the Report is
concerned only with "estimative™ intelligence, a simple and obvious fact.
It was expedient, however, from a political standpoint to seem to be
covering sll types of intelligence in the Report rather than seem to
give one any specisl priority.

The Manalysis" contained in pages 2«6 appears to have been a con-
cession to the minority concept of a "composite plan.” It must have
been evident to the msjority that sny "plan" based on this analysis
would be so vague that it could not unduly hamper an independent selec-
tion unit (supposing one were authoriged) in meking intelligent choices.
The labored discussion of "Major Power Croupings" seems to prove little
wmless it is that some sreas are wore important than others from the
point of view of national security.

The "sample projects” (pp. 8-10) might be noted &s an example of
actusl projects selected according to the system under eritical dis-
cussion by the Committee, These were extracted from the current "ORE
Status Report" and were presumsbly selected as the more promlising among
the various subjects listed. Evidently in an attempt to illustrate
the plan outlined in Section II, they are arbitrarily grouped accorde
int to "power situatinns."l

Section III is superfluous except in its attempl to define "National
Intelligence Reports," and "National Intelligence Estimates,® The latier
of these definitions probably furnishes a fairly good composite, as of 1950,
of thinking within the Office of Reports snd Estimates on the subject of
what a™ational” estimate really is, It says that a "national® estimste
should (1) point out to Policy where the danger spots are and what

constitutes the danger, and (2) forecast what the situation as
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1, 9! the 42 projocts 1isted in the Stout Report, no more than

seven were actually published, The rest, for one reason

or ancther, were elther cancelled by the Office of Research
and Estimates, were rejected by the Office of National
Estimstes when it took over projects pending, or were produced
in modified form mch later by the Office of National Estimates
er the Office of Research and Reports, This mortality was

not necessarily in consequence of the approaching reorganisa-
tion, Much the same would have hsppened in any case, simply
because there had been so little discrimination in the choice

of estimstes, 8SubJects had been chosen or accepted which

eould ot qualify as estimates or could not be produced by
the 0ffice of Research and Estimates, The result was that
ideas which should have been rejoctod at once, were seriously
listed as work in progress, and then rejected in draft form
vhen thelir fallaclies snd abmn'ditiea had become too evident
to be ignored,
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described wiil lesd to, The "definition” then adds tweo admoniiions
which explein how an estimate should be framed rather thsn what it
should be, namely that (a) a forecast should be nnequivocal (i.e, an
analyst should swellow his qualms and realst his netural temptation

to swrround his forecast with an elsborate nrotective armor of quaiifi-
cation] and {b) an estimate should state bare conclusions with a minimum
of supporting dats {i.e. the analyst should stifle his natural desire to
include all the information at his disposal, however indicative it might
be of his erudition ). Irrelevant az these admonitions mey be to
absolute definltions, they are a normel outgrowth of practical thinking
on the sabeet,

The report skipped quic?ly over the part of its instructions which
had to do with harmoniging the total Intelligence Advisory Commitiee
?lmnm nragrém, The ﬁugfgeaticn that the Intelligence Advizory Come
mittee be caused to "conbribute,” and {entral Intelligence to vroduce |
estimates from these contributions may have been a good ons, but it
hardly scratched the surface of this problem as it had developed between
Central Intellicence Azency and the other azencies as of this time,

The rest of Sectlion V i mostly one rmore plea for restrictions upon
various extranecus activities that ware consuming so much time in the
Gffice of Reports and Eatimmtes.

Mard festly it would have been useless to subelt the Stowt Report
to the Ratimates Production Beard (to which it wes formally addressed)
where the same cleavage existed fhat had been reflected ih the committes,
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Therefora, if any action were to be laken on the recommendations of the
majority or the minority, it would clearly bs up to the Assistent Director
with tha Director's approval. Whether or not suwh action was conternlated
none was taken curing the next three months. Thercafter, under the

stress of the Yorean war, the assistant director acted in accordance

with some, at laast, of the mejority’'s princinles when he tried to
exercise the estimatirg fumction through his *Speclel Steff.” {See Yo. 1,
poe 17-59)
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HOTES ON TNTERHAL "RAAVCA" ORGANIZATION OF 1HE OFFICE OF
ABPORTS A%D EATIMATES

Organization within the components of the 0ffiee of Reports and
Botimates was never stendardized, Within 1imite, each zhiefl of 2
gsonponent organizad and rearganié&d #s he saw i,

The fact that the "Epranches" were at firet orsaniged with ¢ view
to pfodacing eurrent intelli-ence was a factor in perpetustin: overe
emphasis on surrent intellisence. The 4ifferert tyoes of “Branch®
organization, soimed at Blightly different enda, had sn effect also upon
the charscter of meterisl vroduced L the 0ffice ag & wholz., The
epprarant overemphasis on one area at the expense of another in the list
of reperts and estimstes oroduced by the Office is pertly exclairatle
in aceordance with the workine arrangemsnts within regionsl branches,
The . reet volume of "inter~iranch" publicationr is r consequerce of
individuel efforts te solve individual ¥irancs" problene,

More importznt, heowever, somewhal evsraléharate gttenpte &t cone
structin- ar individuel "Frareh® or:anizstion to take care of all
foresesabls eontingencies sp they affected thadt braneh slone, lad te
& eartaln urnwieldiness that was & disadvartose in dimes of atress,

The sttached ercanizetional chart of Hastern Burope/Union of Soviet
‘3ocialist Bepublics is 2n example, This orsanisstion is =ore elaborate
than thet used by most other brerchee, which wers in zeneral content

to have each country or srea covered hy a departent eontsining ss msny
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persons &g seeaed required for the sise anc camplexity of the recion.
¥or the world's most vital intsllicence area, however, it was considercd
essentizl that 81l territory must be divided into two parts: "econoaic”
srnd "polliticel," what happened, &s can be seen froa the chart, was
that the usuel country "deska" existed ss in sny other ®Eresnch™ except
thet in twls cage tusy were under the "Solitiecsl® department. Thure
wes élao, howaver, an "“sconomics' departsent, organized alon: functionel
lines, each functionsl unit presumably bein: concerned with every pert
of the Soviet eméire. The EZconomice depaptment necessarily overlapped
the jurisdiction of the Folitical departsent., It slso duplicated the
work of the ‘coromies Branch of the O0fflce of Huports and Fstirstes,
as can be seen Trom the enclosed charts of this Brarnch., It al:ht be
sdded, farteeracre, thet thers was an independent CUrench devoted to the
study of transsortation including that in the U-i3. By 19Lk$, Eastern
Furope, Feonomics, and Transportation were all "producing® brenches. 211
had to be primerily interested in Soviet 'mssia.
FEriefly, the other "Zranches" were or enized somewhet as follows:

8, WESTEHEH EUHGSY was put tocether sirietly on country lines
with one or more people.tc eech country. The Pranch was geared to the
deily inventory of %current situatiena® and to the fillin: in of pre-
arranged outlines having to do with matiers of supuosed intellizence
imoortance.

[ ﬁiﬁﬂaﬁ ZAST/AFAICA was less consplcoucusly organized than
Western urope. Its methods of procedure were sore inforaal, It

employsd & minisum of comportaentalisstion and routine-
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c. The NOXTHEAN BRARCH was sc small that it was not jrestly
in need of ?r;anixatian. # depertment of the British Fmpire and &
department of Scandanavis seemcd to suffice,

d. LATIN AMERICA resembled Western Europe in satisfasclory
aduinistrative afganizution. Latin America probably elways worked in
consclousness that it was considered the least vital area in the context
of tha world situation. Its eajerness to produce may explain tne
.ralativaly lar-e proportion of Letin imericsn materizl published by
the Office of eports and Petimates.

e, FAR ifST/FACIFIC probably made the mpst conscientlous
effort to achieve a successful organization. There being enough people
in the Branch with 2 background of tconomics, no atteapt waa:ﬂﬂde to
build up an economics "igpartaent” as in Eastern mrope/Union of Soviet
Socislist Hepublics. The eaphasis was rather upon & plan which would
allow for the most efficlent handling of the work to which the Eranch
was comaltted, and more sspecislly on 8 Me&ns of establishing & coherent
echain of comsand: 1in other words, 2 means by which mature judgment
aould be interposed between opinions of analysts and the delivery of

the fimal product.
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